
M
anagement team time analysis
allows each member of a manage-
ment team to broadly analyse and
manage their time in terms of
reporting up, communicating with

peers and delivering their professional expertise.
Figure 1 provides a useful overview of
the system. It can be used by the
team to compare the time
allocation profiles of each
member to determine if
there are any anom-
alies or lessons to be
learned. It is also a
last resort tool when
the team is under-
performing for no
apparent reason.

Data gathering
The first stage is data
gathering. There are
two approaches to
this: the first by self-
assessment and peer
review where team
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members gather data themselves, and the second by
using a facilitator. The facilitator will explain to the
team the aim of the analysis, how it will be con-
ducted and the anticipated outcomes. Some time
must be spent to allay any fears as this type of sur-
vey will often be seen as the precursor to the weed-

ing-out of personnel. If team members
feel threatened they may distort

data which will render the
tool useless.

Information will usu-
ally be gathered, ini-
tially by interview,
which gives the
team’s own percep-
tion of how its time
is spent. The team
will then be encour-
aged to keep records

on timesheets over a
period of four to six

weeks recording all fig-
ures of time as a percentage

of the total in timesheets. The
length of time will vary depending
on whether the pattern of work

Michael Debenham reveals how a little-known time management tool he created can 

help project teams analyse and manage the team as a whole and pinpoint weaknesses

tools showcase
QW’s special report on business improvement tools looks in detail at a range of

tools, some old, some new. Read on for an analysis of: management team time;
risk-based decision-making; process definition; the Kano model; and kanban
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of the management team is routine or not. A man-
agement team operating in a fast-moving sector, eg
IT, may need a longer period than one operating in
a static and traditional sector.

There is no substitute for accurate timesheets
but some of the elements of the data can be
obtained by elimination. For example, the easiest
figures to obtain accurately are those for time spent
in routine reporting and communicating upwards
to management. These are often derived from the
number of hours spent in and preparing for routine
meetings and they should be similar for all mem-
bers of the team. Not all team members will be
required to spend time on ad hoc assignments for
the function to which they report, as these may
often be requests to provide specific information,
help in developing presentations or unplanned new
initiatives. However, those who do usually have an
accurate, if not exaggerated, measure of the amount
of time involved.

Similarly, time spent communicating and
reporting laterally with other members of the man-
agement team can be measured from workshops,
forums and other inter-management activities and
should be similar for all members of the team.

It will depend on the position as to whether
much time is spent delivering a personal profes-
sional service to internal or external customers but,
again, those who deliver a professional service usu-

ally have an accurate measure of the time. By the
process of elimination, the time spent managing and
communicating with subordinates can be checked by
determining the remaining time left.

The analysis
It is essential that the team clearly understands the
role and responsibilities of each member as there
will be good reasons for differences in the way
individual members of a team spend their time. In
figure 2 the health, safety and environment (HSE)
manager only had one subordinate and was prima-
rily employed to provide professional advice on
HSE matters and this is reflected in the time profile.
Once this understanding has been established the
team will review the time allocation profile of each
member of the team to identify any inconsistencies
either against expectations or other team members
undertaking a similar role.

There are no published figures for the optimum
percentages as it will depend on individual circum-
stances. In fact, it is often the comparisons between
managers in the same team that provide the most
useful information. For example, in figure 2 note
the disparity between the time spent by the two
engineering managers managing their teams and
also the two site managers.

Figure 2 sets out the data from an analysis that
was carried out on a project team which was

Figure 1. An overview of
management team time analysis
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under-performing for no apparent reason.The team
had been specifically selected for this project as they
were considered to be high performers in their
respective disciplines. The analysis was carried out
in conjunction with a competency assessment
which confirmed individual competencies.

Some of the findings were self-evident, for
example the HSE manager’s assistant was only part-
time so clearly the figures reflect this. In addition,
both he and the quality assurance (QA) manager
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were expected to spend a significant percentage of
their time delivering their professional service.

From the findings it became apparent that the
project manager, who was a dynamic character, was
demanding that both the engineering manager and
the QA manager support him in the delivery of pre-
sentations and reports to the various contracting
parties, thus jeopardising their performance in
managing their respective teams and delivering
their professional service.

The QA manager, who had only a small team,
was expected to undertake project audits, and these
were not being done. Also, the manager of site two
was only devoting 15 per cent of his time to man-
aging subordinates and this was a contributory
cause of the unsatisfactory performance of this site.

This analysis demonstrated that the original per-
ception held by the project manager that the engi-
neering and QA managers were simply
underperforming was not the case. Measures were
put in place to curtail the ad hoc assignments that
were diverting them from their other activities 

Benefits
• can pinpoint exact reasons for a team underperforming
• useful for improving personal time management

Tips
• make sure the team has bought into the tool
• ownership by the team will make this tool more effective
• do not expect all team members to have similar time pro-

files
• time profiles will depend on roles and responsibilities so

make sure they are clearly defined and understood

Figure 2. A real example 
of management team time

analysis in a major 
construction project
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